
Request approval to accept a three year grant award from UniHealth 
Foundation to support the practice of Lean Management at Harbor-UCLA 
Medical Center and to award an Agreement with a consulting agency to be 
selected through a competitive process to provide consultant services in 
support of the implementation of Lean Management.

SUBJECT

June 04, 2014

The Honorable Board of Supervisors
County of Los Angeles
383 Kenneth Hahn Hall of Administration
500 West Temple Street 
Los Angeles, California 90012
 
Dear Supervisors:

APPROVAL TO ACCEPT A GRANT AWARD FROM UNIHEALTH 
FOUNDATION AND TO AWARD AN AGREEMENT WITH A SELECTED 

CONSULTANT FOR LEAN MANAGEMENT
(SUPERVISORIAL DISTRICT 2)

(3 VOTES)

IT IS RECOMMENDED THAT THE BOARD:

1.  Delegate authority to the Director of Health Services (Director) or his 
designee, to accept and sign a Grant Agreement in the amount of $750,000 
from the UniHealth Foundation effective upon Board approval for a three year 
period, to support the Toyota Production System, known as “Lean 
Management at Harbor-UCLA Medical Center (H-UCLA MC). 

2.  Delegate authority to the Director, or his designee to execute:  (a) an 
Agreement with a consulting agency, chosen through a competitive process, 
for the purposes of training and advising H-UCLA-MC on the continued 
practice of  Lean Management , effective upon execution, for a three year term 
with a total contract sum of $1.5 Million, subject to review and approval of 
County Counsel and with notice to the Board; and (b) execute future 



amendments to the Agreement to adjust project goals and objectives and add 
and/or change certain terms and conditions as required under Federal or State 
law or regulation, County policy, or by the County’s Board of Supervisors, 
Chief Executive Officer or designee, and make changes  consistent with the 
existing scope of services, at no additional cost.

3.  Delegate authority to the Director, or his designee, to accept future grant 
awards in a funding amount not to exceed $300,000 from UniHealth 
Foundation; and execute future Grant Award Agreements with UniHealth 
Foundation, subject to prior notice to the Board and approval by County 
Counsel.

4. Delegate authority to the Director, or his designee to: a) execute any future 
amendments to the Grant Award with UniHealth Foundation; and (b) execute 
all amendments, modifications and extensions to, or terminations of the above 
mentioned agreement, as well as to future such agreements with UniHealth 
Foundation.

PURPOSE/JUSTIFICATION OF RECOMMENDED ACTION

Approval of the first recommendation will enable the Director, or his designee to accept and sign the 
Grant Agreement in order to accept the $750,000 grant from UniHealth Foundation to support further 
implementation of the Lean Management program at H-UCLA MC. 

Approval of the second recommendation will authorize the Director, or his designee to execute an 
Agreement with a consulting agency as a result of a competitive process. $750,000 will be funded 
from the grant funding and $750,000 will be funded from DHS budget, totaling $1.5 Million for 3 
years. Approval will also authorize the Director to execute future amendments to the Agreement to 
make programmatic and administrative changes to incorporate provisions consistent with changes in 
State or Federal laws, County Code, Board policy, and Chief Executive Office contracting 
requirements.

Approval of the third recommendation would provide flexibility to DHS to accept future grant awards 
in a funding amount not to exceed $300,000 from UniHealth; and execute future Grant Award 
Agreements with UniHealth, subject to prior notice to the Board and approval by County Counsel.
Approval of the fourth recommendation will enable the Director to amend, extend, or terminate both 
current and future contractual documents related to the grants from UniHealth Foundation.   
Background

The implementation of the final components of the Affordable Care Act (ACA) is expected to expand 
access and increase demand for services while keeping costs down. This mandate makes it ever 
more imperative for health systems to evolve in a way that ensures a sustainable future for the 
communities we serve.  In October 2007, the Institute for Healthcare Improvement (IHI) developed 
an approach called Triple Aim to optimize health system performance.  Successful achievement of 
the Triple Aim standard has become the goal of the health care initiatives, and it focuses on three 
objectives: 1) improving the patient experience of care; 2) improving the health of populations and; 3) 
reducing the per capita cost of health care.  To meet these challenges, the Department of Health 
Services (DHS or Department) is utilizing various strategies to strengthen and transform the 
Department’s health care delivery system.  As part of these efforts, DHS recently applied for, and 
received, the grant from the UniHealth Foundation to provide support for the Lean Management 
system at H-UCLA MC.  
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Lean is a proven management philosophy and set of tools that was developed and refined by Toyota 
over the last 60 years to support the continuous pursuit of high quality.  In healthcare delivery this is 
achieved through eliminating defects, improving customer service, increasing staff engagement, 
shortening wait times, and reducing costs for wasteful, non-value added work.  

Over the three year grant funding period, H-UCLA MC will use an integrated education and training 
approach to train and certify over 150 staff including executives, clinicians, managers, and two in-
house specialists, titled Chief Kaizen Officer and Lean Facilitator, respectively, in the Lean 
philosophies and tools to improve the quality of care and patient services while simultaneously 
reducing the overall cost of care by eliminating waste.  The annual project cost is $813,756, which 
will be funded by the grant and DHS funding to cover the consultant agreement, training supplies, 
and two in-house specialists.  Working with the selected consulting agency, H-UCLA MC will identify 
a minimum of 6 value streams to target improvement efforts, and expand the work in the inpatient, 
emergency room, and operating room value streams.  The other areas are likely to include primary 
and specialty clinics, diagnostic areas (Pathology and Radiology), Registration/Finance, and Supply 
Chain as well as continued work to spread Lean tools and best practices from the current value 
streams throughout H-UCLA MC. A significant portion of H-UCLA MC’s workforce will be engaged in 
improvement workshops in one of these value streams over the term of the Agreement as well, 
reinforcing continued education and skills development.  
 
This project will expand on the Lean project currently funded by the California Healthcare Foundation 
(CHFC).  That funding allowed H-UCLA MC to introduce, develop, and implement Lean principles, 
which have been successful at meeting Healthcare’s Triple Aim mandate.  Since the implementation 
of the Lean project, H-UCLA MC has made substantial improvements in patient care, including 
reducing the wait time from notification of patients that they would be discharged to the time they 
were discharged from 10 hours at baseline to 2 hours after the Lean implementation (an 80% 
reduction) and reducing the wait time from the time the discharge order was written to the time the 
patient left the hospital from 3 hours to 2 hours (a 33% reduction).  The number of harmful events, 
including patient falls and medication errors has also reduced from 41 over 6 months to only 1 over 3
 months after the Lean implementation.  This accomplishment demonstrates that Lean not only 
improves efficiency but also enhances patient safety and reduces patient harm. 

Implementation of Strategic Plan Goals

The recommended actions support Goal 1, Operational Effectiveness and Goal 3 – Integrated 
Services Delivery, of the County’s Strategic Plan.

FISCAL IMPACT/FINANCING

The total costs for the three year project is $2,441,268 ($813,756 annually), which includes $750,000
 from UniHealth Foundation and $1,691,268 from DHS’ budget allocated for the consulting agency, 
two in-house specialists, and training supplies. 

Funding is included in the Department’s Fiscal Year (FY) 2014-15 Recommended Budget and will be 
requested in future years as necessary.

FACTS AND PROVISIONS/LEGAL REQUIREMENTS

The Grant Award Agreement (Attachment A) has been approved as to form by County Counsel.
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The Agreement with the consulting agency, selected through a competitive process, will include all 
standard County and DHS terms and conditions and will be reviewed and approved by County 
Counsel prior to its execution. 

The Agreement with the consulting agency is not subject to Proposition A as services are on a part-
time and intermittent basis and cannot currently be provided by County staff, and are not subject to 
the Living Wage Program (Los Angeles County Code Chapter 2.201).  The County may terminate 
the Agreement for convenience with 30 days prior written notice to the Contractor.

CONTRACTING PROCESS

A competitive process will be used to select the most qualified consulting agency.

IMPACT ON CURRENT SERVICES (OR PROJECTS)

Approval of the recommendations will enable H-UCLA MC to continue leading a system-wide 
transformation using Lean that will enable the hospital to continue improving patient access and 
experience by increasing the number of staff who are trained to carry out Lean performance 
improvement techniques. This will strengthen and transform DHS’ health care delivery system to 
meet Healthcare’s Triple Aim mandate by providing high-quality care that improves the patient 
experience of care, improves the health of the community, and reduces the overall cost of care. 

Respectfully submitted,

Mitchell H. Katz, M.D.

Director

Enclosures

Chief Executive Office
County Counsel
Executive Office, Board of Supervisors

c:

MHK:sa
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